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ABSTBACT 

Consultation is the process 

professional help i Knowing who can help and why help i speeded can/*^ • 
make a significant difference in an organizatibn^s effectiveness* 
This booklet addresses these considerations. It is written primarily 
for managers of public institations, public or private service 
prganizatidnsr and gdvirnmental agencies who wish to successfully 
manage a productive relationship between a consultant and their 
organization i It is> important €h at both the crganizatica and the 
consultant know how to make the cbnsuitaticn relationship work well . 
lith this ih mind^^ the booklet is organized in the following 
sections: why hir^ a coDSuitant^^hen to us§ outside assi 
to find consultants, how to select a consult ant what infoMation 
need from the consultant, what information the .consultant needs from 
you, scfe general features of the consultation contract, how to keep 
the consultatin process, on ^^t^arget, how to evaluate the consultation 
cutccme^ and what to do after the consultant iLeaves. (Author/fiLF) 
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Rural EdQcaition Program, staff, jabbers .whose work, fprms the basis 
; of the X^s to Coinmunit^ _InvoJV;e5ent booklets, SijggesSions and' 
connients frcmi a number- of peqj^l^ in western cbinmuni ties , schools • 
and or^ax^izations have also: been invaluable in shaeihg the ideei^ 
that are . contained in. these materials. ' ' ^' •' ' 



ABeyi THE SERIES,. . ,; . ; ' , : 

. Keys to Cqmnunity Thvolvemeht is a series of booklets ^ * 
developed for governing boards-, conanunity leaders, g^oup mCT^ers, 
administrators and citizens- 'The booklets .are designed to help 
these audiences strengthen their skills in groij$) probesses^, work 
.cooperatively with others,, and plan *and carry rotlt new projects; - 
Topics include techniques to maintain enthusiasm in a grpup> ways 
t^at agencies can effectively, use consultants^ and factors'-'theft 
affect ihtrbducihg and implemehtihg projects: 

' ■ • " ^ * ■ . ._ 

"^.The "bcqklets aire written*!:^ .mergers of. the 'Rural Education ' 
Program of the Northwest 'J^tiagibhal Educational I.aboratdi5'.- _^ 
Laboratory is a nonprofit, - educatioriai research and development 
corporation, headquartered in Portland,. Oregon. 

r r' ■ ' . .■ ;»■_-; ■'■ .■ ■■ " 

The booklets in series are adapted from a much more - 
comprehensive set of materials and trainir^ activities dey eloped . 
and field tested by the Northwest Regional Educational Labbrato.ry 
o<rer the gast several years in dozens of; locations throoghout ' ' 
the. western United States. ' - 

/ . - * ■ " ^ . - ^ 

- Ihrorniatibh^eUDdiat other_l^ ' 
how to-order — as well* as information about related services — 
training, workshopis and consultation— can be found on the inside 
and outside back covers of .this booklet. 



; US1N£j GGNSULTANTS 



ff your organization is iikeij; to ^escperience 
soajie eactrabfdinary wbrlc demands: a new client presents; unique 
sets £>f prQbleins> several, deadlines fall closer tbg?ther, a 
c^^i^ i-epqrt is' due ^ your cohstiaers/cbhstituents* question 
your; • services :or a ' cot]^ie of work units 2tre cfaronicailyV 
disagreeing- and finding it harS to resolve teeir conflicts'; _ 
Duxii© sticli tinle^,,it beccanes feasible to cpnsider "using an 
outside 'consultant to assi As you bfegin discu;^^ 

tlie possibility of using cbnsiiltant;./ ybu may hear ; several ■ , 
reactibris • \3ii<3i, resemble the f ollbwir^ : * ' " 



"bkag^ 2" -know we^c6uld*use h^p an^ T' agree _ 
that Ralph is bright aixf doies^g<x^-woxk, hut 
he^s also a loud^mouth^nd li^ . 
the'^word about dw^^lfflCiiltles.V, 



"Wellf Dick knows how to k&ep a confidence / 
so he won't Surt ihetei but I h^a^ he's 
so booked up thai it's fiard £or ^faizn/ to 
deadline agre&sents^" . ' ' ; 



"Now Carolgh did a fine job on that jeyaluation ^ 
report last ^ear, but J think this ^jpb. is 



outside her ^ realms" 



"dtep, we're agreed thai ^b^e thrise: 
"consultanis mag not ie the-Sest. 2Sen 
: who dp we hire? There's not a lot of 
people who know this kpid of work , and 
we're riihhihg out of time!" 



"i^ilf maybe we shov3.d g^ear up for dolhgf ^ 
■ ia ourselt^iss* Are sure it's iii^rtaht 
to' get a cdzisultaht for this^work?" > 

Each-'bf t±iese responses portrays the interplay oi 
factors that heeds to be considered ^en hiring a consultant. 

^nsultation is the process of exchanging professional help. 

Rowing: >Sio ca^ help and why you need help, cah_inake a - . _ 
significiBit. difference in your .organization's effectivenes's. 



■ ^ ; : -^Tl:^s=boc^^t=addresses^i^ 

^ written primarily for managers of public institutions; public 
S'- . private s^?^ce organizations and governmental agencies 
-I ^o^^wish_ to ^ successfully manage a productive relationship 
> ^^"^^^.^^ 9?^^^"^^^ tKeir org-anizatidh. . It is in^rtaht 
' ^at both the organization and the cbnsxiltant .know how to 
make the consultation rela^ work well. " With this in 

mind, jwe've organized the lx)oklet irfibb the foiipwing sections: 

' - > ■ _:_ • ^ 

Why hire:, a consultant 
■ When to use outside a:ssistance *^ 
■' Wdw to find consultants * . - 
. How to select a consultant _' . — , ; 
What iMformatldh you heed from, the consultahi " * 
What information the consultant heeds from you 
Some^ general features of iihe ccjisuliaiion contract 
How _ to keep the consuliaiipn process on target . 
How to evj^luate the consultation, outcome 
^What to do- after tJ3e. consultant" leaves 



WHY HIRE A CONSULTANT? 



In the broad context, consultation can improve the 
con^lex functioning of y<^ organization. Today's work 
forces must perform in a predominantly service-briehted 
society. This requires members of your brgahizatibh to' 
change arid adapt their searv-ices to the unique needs ^ of 
clients, and customers; and at the same tiine> they must 
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deliver cbhtricted serO-ices at a steady ^ahd reliai>le pace* ; 
Facing the heed for chaise and adaptation"^ bn^wDne band aiKi 
maintcdning stability on tiie oQierv often means that your 
staff feels pressured by conteadict^J^ d^amdsi • , 

These pressrares' are heightened by today's Social 
coriteart: in which consuifters -ind dlients" are iDecaaihg more , 
"vc^al and active* They are educating -Uiemselves to know 
clearly^-what services they want* and they are gaining 
assertive sicills to express disapproval if services don't' 

z:]SeeiD^bii— target^l If theyndonf^^ee fast lomeff ecjiive— endugh— 

change, ^ey often lobby for tax reforms or policy changes- 
that threaten the funding or jurisdiction of service 
organizations. . *' : * 

- __ 
This poses a dilemma:: if your brgahi^tion 'fails to 
adapt to cbnsTgner/constitueht demands^ it may face cjutbacks 
or closure. ^On the other hand, if your organization 
responds to consumer/constituent danands, it may face 
^tefnai and internal stres!?.i EScternally, you may find 
that the new adaptation^ of your service collide with , 
services delivered by other agencies; .(^estibns ^bbut 
jurisdiction ard^ turf" nlay surface-^ I'lntgtnally^ the service 
adaptations may also bring stress as moabers bf your _ 
work force find thottselve^ facing tasks and prbcedural 

danands ^ey have little or" no experience to meeti To 

respond |x> these pressures f your organization may require 
various .types of "specialist to do the work. As the "^ 
tjpes bf ^ecialists multiply, yq^' brganizatidh also 
require new patterns b£ teaiirwork^*&iid"\eaders^ ■ 

It i's in this cbntext that cbnsultatibh is coming ihtb 
more demand/, drganizatiohal development consultants^ 
financial specialists, reseMch experts, manag^^rt " 
information specialists and experts on 'team building ar.Q 
some examples of external^sistaiits who' can h^p your 
ofgaMzation's problem solving and decision making.' To make 
the best use bf outside assistance, it is Ir^por.tahi that ' , 
hdth ^our orgaxilzatioit and the. consulitaht know, how to make: '"^ 
consultation work vel-i. 



In many instances this liV not understood* Frcan our field; ■ 
experiences in the Rural Education Program^ we've come to' • 
. beii^e*that many consultation faiitires are due to bb9i tiie 
client and -toe consultant Ijbt 'seeing r valuing or gaining the 
skills that are. needed tb move successfully through .*he^ 
constQ.-tetion pro^^ and tSdrdoii Lijipitt, who are \ 

thenselves^khcwiedgeable 'cb t^he groblea ' 

succinctly: * 

Constiiting^ ±±k,e leadership, or Jdve^ is a generai 

- ^-i^e2-^or7'a~vafiet 2 joi^^^i a tibns2uj>s~Tltfan^^* ~~ 

.msmAgers have poured oh' the use of coi^ultahts ; 
, ^ becanser in addition to .their own ijnreadizies 
th^y have experieixceii inadequate results r 
-'^^'^^^^^^^^^^ ^^^is and' minimum 

' • contribution to probim^ solving » . ' 

fhese things may well reflect not only poor 
■preparation f^or 'tJie use pf a consultant/ but 
also inadequate goal deierminatibh and 
conixaai formalaiipn — or , in a reai" 'sense , 
a l^ck oi understanding of the-atxapiex. ' 
dynamics of the consvt^bing relationship hy 
both consnltanf andr cijenf; As a result ^ - 
' the client of ten'}* feels that -cohsuXtatiOn is 
not helpf^ ."^ * ' ^^^^ ... 

. ■■• -_ _ . :i_ - ^ *. - 

in our vijSWf professibnai consul t^tiaii.'suqce^s when 

toere is effective managing of. a helping' relationship between 

consiiltant and client • The goal of consummation is i^c^eased t 

learning ^ a change or •a solution. - Thus we see /consul tation 

as ah interactive process which has ^a probliaa focus; both 

client and cbnsultaht must support their mutual interaction 

and both parties are -accountable for the prdhlemr-solviiig 

outcomes Under stand^ly, in times *bf wbr^ cirunches arid • 

ftiriding crises it is ten^ting tbzhire a^cbhsultant^ dump 

- the problen in his or her^ lap and brush^your hands bf the 

' mess~]dldwing that you have a handy, * external scapegoat. 




if 1±is effort also fails to solve ybtrr. problem. Needless 
to say, such an' abroach 4s likely to result in a waste of 
^dur money cusd'^-Uie consultant's: tiSe^ This is whyj(/e ' : 
':J^tfess the mutual rresponsibility held by both the client aiid- 
consultant. - 



WHEN T© USE OUTSIDE ASSISTANCE 



" : The"^ctng"e~of"^^ituation may require outside he 

are as ^^ied aSd distinct for your brganizatibn as 'are 
the behavioral diloranas you fabe as ah individual in modern 
iifei It is important to Icnbw vfeen to do .the job yourself r 
and when 'outside assistance will give the most feasible 
solution. Sis requires some analysis, of your situation. 

Generally , your organization' s work is b^st catrried 
out when you xnaihtaih Capacity in three areas : (1) your , ' • ' 
V work force must possess .tas^ shrills to deliv^ effective 
products and service^ (2^ your decision making must reflect 
the influence* of people inside cind outside your brgahia^atibh 
who affect or are affected by :the decisions; a the 
^ / human relationships inside and but side yoir organization , ^ 

• must bring a sieiise of inclusion and esteem to workers and 
cbhstituehts. 

Any of these three areas may present probleias that 
req uir e aissistahce. 2bu may lack expertise to write a 
complex proposal for hew funds or lack the time to pull 
togeth^' a year-end. reports in such cases -your prbblon _ 

cbiicearns 'tasJc to iDe accomplished i in a dif f ef eht area/ 

you may need, a new affirmative action plan orjYonr 
' cbhstituehts may be" critical of your administrative ^ /. 

* practices. In these cases you fa'ce the problem of sorting 
: but your bxganiza-tibn's decisloh^making' and influence 

; ^patterns, in yet another fdbus, sbmebhe may have Idst^ ^_ 
patience WiSi his of her * subor dilutes ^ two vrofk- xihits may be 
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in ^conflict or your staff may ffeel dembreilized by a series • 
of rapid organiizationai changes. At these times you need to • 
build better 'iiuinaii ^reiationship^ and affiliation networks^ 

_ _ ■ ■ _ _ L • _ _ _ " '.^ ■ 

^Siisan Gilinbre cuii Patrick Fraleigh hav^ 
trair^ihg cmd consultation to several 'org^izations in -Sie , 
Northwest and offer a different set of orqanlzers which can.*^' 
help you ^inalyze' your needs and probieins .^ If ^ your * * ^ 
prgahizatian is facing major situational shifts such > as a 
lar^e decrease (or ixipreasS) in funding^ ihajor^ new service 
diemahd^^izzS^e^^ 
, so boggled and but of focus that you heed help .wiSi what 
Gilroofe and* Ffal'eigh ' call cojif usioh xeducrtioni i In tiiis 
instance, Sxe ^oblein requires an effort that would help you- 
sort out yoto new situation and gain a new -perspective and ' 
sense of direction, in a different way,-, ybli may find .your- . 
selves facing a mairketihg decisibn that poses a dbuble bind^ 
ybu may heed tx> choose the best way to. reduce staff ajid still 
maihl^ih seirvice delivery br yqu may -wbhdez^ how i you . should 
respond to su^enJy angry constituents,. , In 'tiiese cases the 
problem requ ires-a n effort that' hei^s.fyou maJte choices. ' 
.However, itTTs possible: that you undiSrstand ycur situation -aiid 
are clear cils^ut your^bhoicbs to 
learn hew b^iaviors.- Your p^iple may heed tb wbrk differently 
in teams, your mahagemeht^ ihfbiinatibh system mtay not be V^- 
giviiig you the: right data sbbh enough of. yoox services ma^ ^ 
require technicai^assistarc too ^cpensive.* In such / 

instances, the problem requires an effort th^Bhelps you -< > 
u^Uce changes. • --^^F' ' -' ' 

. Each of these orgaiiizers~tas-fc^ hum^ * 

relationships; and* coi^uslon' redtictloh, choice 
chahge^-^cah help you become ciear alx)ut the nature of ybur * * 
•problem^ It 'is fielpful to. consider .them as ybu idintij^ * 
the pfobliCT and decide \^eSier it is laest solved with a " ' 
consultant's assistance or 'better solved by your permanent!: .* 
staff ; ^ Obviously, this decision is tip to your own. di^cretibfe 
^d^inf luehced by your bfg^izatiDn ' s unique Set of f attbrs; 
but . jy^Ste • Sre some general; rul^; of thumb that may help: ' . 
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•^Sf 'Ute'- task is ' only occasionally required usihg 
a consultant's^ skill Say: be less expensive than 

• hiring a person perinanentiy to'*dp it pr training 
sbmedne in your p^arinanent work force to^ do'it. . 

.If -the task ^QV^IfDads the staff 's. -tiiiie' sen. that 
other deadlifies are' Jeopardized^ then a .consul- 
/ tant ^y ..save money and organizational i^eputatibn^ 

. *• • V; '■ y . - ■ - 

If ' the problem is 50 -complex o^ you are so 
=^nmeshed==^^i|^^ 
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; • V forest th^J^T^ie -ban^ 
v ' ' . consultant may be need^- to; gain a broad, 

~* _i objective perspective". ^ : ; . 

• ?f problem 'affects tdje self-interest of the 

staff aind organizational ppiitiics se^ _ ' 
threatening to the work , then a neutral outside 
consultant may help you arrive at a -"non-rpartisan" 
■ ■ ' . . solution. , • " . / , V- ' : 

■ . ■■■ t . - - - - - ' ' ■ ' ' - ----- 

Be aware^ that, clarity about your pf qbl^ and your neexi . 

fdft extei'hal assistance helps both; ypu azad" ypu^ 

^ ^"consuitani J5as the best chance of providing help if he or 

/she understOTd^ yb A ^in^le technique can help- 

you\achie^e ciarife?^: - before you even know who ypiar. v 

consultant might be^ tary witing -a letter expl^i^^ vSiat' ' ; 

you want.' the help »r . Of te^ this exercise uncovers a ipt- 

of disagre&ent about \^at the pro*)lem is; or sometime^ J ^ 

trying tbi'^ite it .down qlarif ies it enpugh tiiat you can^^oive 

it and you .doh:'t need a consultant. " At any rate, don^ go; :. 

after consuitaiits until you are sure you can Explain to them, 

and to ^ybne in your group ^ 3«rhat the consul taht 'is there' to 

do. ' V ^' / . ^ • ■'. ■ 



HOW TO FIWD A CONSULTANT 



Orice y^u are clear about your problem and have decided 
to seek help, you are ready to search for available consultants^ 
Use the tel^hphe to call anyone ybti know who miTght be able 
to suggest a person to help ybu with your problem. Inquire 
TO-fein your ovm Organization about previously used consul- 
tants Tei^hbne nea^^ -ttaiversities and conmunity colleges 
as well as' such organizations -as. local cirapters of "^e _ 
American Socii^ for Itaiiiing^ and, De^ or the Chamber 

of Cdnmierce. ' If ypti have a citizen advisory counciJ^^all 
the menbers and enlist their help in your search. They often 
h^e valuable contacts and their involvement can build " : 
meaningful networks for youi Use ccramoh sense through all of 
tiisr however, to. avoid crox^ism; ^ 

fts your list of names grows, locate people ^o have i 
actually worked wi^± the suggested persons and ask them to 
be candid about the consultant ' s work. Explain your problem 
and get reactibns/as to who cbxild help most. Try to find 
people. who didn't like certain cbhsultahts and listen to th( 
reasons i .^Ypur telephone ear may; become sore ^ but the day ybu 
spend* on the phone can make a significant difference i 

: Wljile you are* sorting liirough yot^ list^ keep, in mind 
that different consultahts possess different skills and 
values. This will affect how well their work matches your 
heeds; Blake and: Mbutph describe several t^>es bf _ ^ 
cbnsxiLtants and the list may help ybu remain clear abbut your 
search;^ 
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Task consuitaixts ^ Yoxir commiinity probably has 
consultants witfi: speciaiize^skills to offe^^ 
will help you accomplish a specific tctsk — "^ey may be 
excellent :\^iters^ -accbimtants^ planners^ trainers, 
etc. These cbnsiilt^ts expect to deliver a defined 
task within a given timeline in a format that meshes, 
with your preferred work swles. \ 

; Data collectors^ Some^^nsuitants have sj^cied. 
abilities to collect imormation and data and- i 
TOhe^ratly -report ver^>^ or in writing- What 1±ey 
found. Using such cbrisultante may hel^ you arrive at. 
a better awareness of a prbblen and how to handle itn.^' 

' Prescriptive ^consultants . ebnsuitahts can be - found who 
have -^^t^ eloped. abilities to ^diagnose v^at is needed to _^ 

^rect^j^ a given situation and to presCTibe a;-set^jO.E^p^ 

^ediires and- tasks that would 'acccmpiish a soiutioSi" 
Otf cbhsiiltants may accomplish the procedures and 

•tasks themselves. This type of consultant t^ 
responsibility for developing' the evidence for the 
diagnosis, formulates the solution as a recommehdatioh 
to be followed and may or may not be involved ih: 
implementing the recommendation; . ' 

_■_ _ _ , ■ ! _ . ,_ _ _ _ ' 

a^arehess^buildihg eagerts . Some consultants may be 
skilled at analyzing how ypxir brgariizatibh's present 
thinkihg~usually value^laden ,assuii4>tibris~may be 
coloring or distorting the way situations are viewed. 
Your organization may be filtering but some options 
which, if you become awatre of them, could lead to the 
selection of more effective actions. ._ Sometimes, a 
consultant can offer a theory pertinent to yo^ 
situatibh^d help ybu tinderstand how the theory and 
its recommended practices can get your plans and 
actions more oh target. 



. acceptance-bt ii ld i nq specialists > •Consultants can be 

found ^o are slcilled at ccmunicating a neutral 
; attitude which envies members of your brgahiza-^bh ' ' 
to express personal thoughts without fear of adverse 
judgments br-rejection. You may then be assisted to 
. "sort but" thoughts and attitudes in a self-reliant 
maimer and t&er^y get a more objective view of your 
sxtration and himian :relationships . 

SEbEGTING A GGNSULTANT ' - 

• ' A .. . : ■- :■ . _ 

. ; - 1 : ^ ' 

^^^ Y^^J^^^ J^omp^ed a li^ of potential cpnsultants 
9nd en^gh information to prioritize the names accsDrding to^ . 
tiie best match of consultant skill with yblir ^partdqtL^ heed> 
go through your list once mbr^ and sbrt but the iiam'e^ 
accbiniiiig to,- the follwing precautibhs: • \ ^ . . . : : • ; 

• V. Avoid "cronyism" and "old boys* neto/brJcsi," 
Someone's college buddy may be a swell 
friend — and even a fine consultant — but 
make sure that the criteria you use- are - 

• applied equally to all -prospects. . 

• Don't be overly ihfluenped by slick brochures 
and weli-ptabiicized reputations; they are 
often^paid- for out of high consuitirtion fees. 
Your problem can . probably be settlea^ith 
the assist^ce bf a lower profiled consultant 
v^ose fee simply reflects the time spent 
working for you. ^ 

• Don' t . assume Siat out-of-town personalities . 
have greater "'intelligence or experience.- What 
appears great in a distant focus; often suffers 
at a closer look. Me^re mpbrtahtly^ it is 

. necessary for ybur consultant tb understand your 
. Ibcal situatibh; sdmebhe .whb shares in your 
community* life often brings such understanding. 
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When you are finally satisfied that y^^ 
your search thoroughly^ and prioritized your list according 
to your heeds and precautions, call the person who ends tip 
at; the top of your list, Eacplain^youf problem and discuss 
some of the \^ys -i^^ght be soiv^i . Gcc^sionaiiy,- . 
troublesome problems can be cleared with a telephone 
consultation. If the consultant thin3cs you should t4llc to 
p€her persons, /"ask him or heir to call those people and 
alert them that you'll be calling, 

' • ' ■ S . ■ 

V '^eh you are discussing your sitTiation^r consTiltant 
may request a visit in order to be able to- help. If the 
V c6nsultant' can give reasons i^ich convince 'gou ,that a visit 
• would be helpful then discuss dates', tte f octis of work, 
timeliiies arid the consults Don't be, afraid to- say 

that you can't afford that much {if you izah't} and ask -for 
a redDmrnehda^tioh of someone- \Si6se fees aireh't as high (a ^ 
_ sfaadeht 6r>^^^ pefhaps).^ If you can't .worfc out a : 

^ afraid to ask for a irecoS-^ . s^r< 

mendcEtion of isomeone else v^o 'might have a more, flexible " 
. ;. schedule. As you are negotiating you -may find yourself 
returning to your list, moving down the priorities arid 
adding names. Always, if you add hew persons * proceed to . ; 
/- check them but as you did the others^ When you have dotfcts^ " 
cisk for lists of places and grotips \^ere the consfitlant has 
worked before^ with naies to contact. Call and check - : . 
tiiose references hetoxe making your final selection; 

Wheri you've made your firial* selectiori, take^ few 
more steps before negotiating a contract. _ Circulate among, 
yoiir sta^f^ arid management a description of the probl^* your .. 
- criteria for selectibh and rationale for your choice.^ • • 
Make certain that you stimulate discussion and receive. 'the 
appropriate managerial signoff before deciding vSether to 
contract for the consultant's services. , 



INFORMATION THE CONSULTAfiT WILL NEED 



Once your organization and the prospective corisuitarit 
have made at ±ea^^^ tentative decision ,tp move torard an 
agreement^ you shoiild exchange general ihforitiation about the 
focus ^objectives and bbhditidhs of a working^ relationship. 
To build a fiOT agreeme^ dbnsTiltant-will need clear 

and specific information that addresses the following 
questions: y 

WHAT RESULTS ARE DESIRED? ' • ' ' \ 

It iS hot enough for the,, cbnsxiltant :;fcb know that you 
have a problem. - Building a working reiationshjp re^aires 

' that you and the consultant explore ^rtiat 3cinds of results 
would be achieved if the consultation is successful.'' . '\ . 
Prioritize the cone ettis that surfaced during ybiu: brgani:^- 
tion's discussions; and if you have ah active cbhstitueiicy 
or citizens advisory grdi:^^. check in with th^n and list' 
their top cbhcerhs.. Discuss these concerhsr in detail with^ 
the cbnsultaht and together shape a concise > clj^ar state-. 

■ment bf ybur intended result. Be; certain to prelate Qxis 
intention to the bigger :picture of your organizjation; . 
Discuss : how -tte Major go^s *aj^ as well as the 

.xinique internal charact and external^ cbhstituehcS' of 

ybur organization, will be influenced the cbhsultatibh 
results. ' 



WHO DeES WHAT? : > ' • . . ■ 

The consultant needs to know vSat you expect him or her 
to do j as well as to understand how much tirae, energy and 
: conEtitanent the mendDers of yoxir organization will contribute 
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to the cbhsUltatibh^ process, toy members, of your 
ofganiMtion who wiii' cbil^^ with the cbhsiiltaJlt heed 
to be discussed, and "Seir role cmd tasks identified, if * 
previousiy written badcground reports, brganizatibhal _ 
studied or program descriptions are available and ~\ 
pertinent lit the consultant should know about them and: 
perhaps receive, them in advance. of the actual 
wbrk. If the . cbnsultaht' s activities will affect, or be 
affected by constituents > cbnsiimers or a citizens advisory 
groi^, ttiis needs to be discussed caref uliy so that plahs 

: caii be made for activities such as information sharing, 
ihterv'i^ws or field visits. In geheralJ, this is a. time 
for both of- you to share perceptions and sort out Who 

. does what in order to accomplish the result, . : \; . y 



1»HS IS AeeeUISTTABLE AT WHAT TIME? • 

. • /The previous discussions are now pulled togetii'er and 
fc^feed .^>eci'f ically on timelines aiid aTCOU|itability. . 
±t^s^<dui5X3rtant^^^t^ both- parties: cle^ly 
-h44ng p ^ «^ ri towed fbr accbn^lishmerit of the consultation 
' res1d:ts> and -aie ^sesOTent activities that each par tgf will 
use ■ to evaluate progress toward intended ^^sult. 
If:.it seems^ appropriate, you may identi^ *miiestones_at * 
which you will '^bth loofc at -iJie work accompiished and make 
decisions about' cbntihuatibh." 
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WOFBVfATION YOU WILL NEED FRQIVliTHE GOI^ISULTANT 



WHAT WILL THE ORGANIZATION'S OONTRIBUTION OOST \ ' 

. The cost of hiring a consul taht is usually more than just 

thg consultant's fke, ' You need to determine the cost of. 
cbhtributions your organ.izatibn wS4.i make during the. " 
consultation process^ ;_Fmd ou^ specifically what clerical ^ 
heipjr office, space supplied, ! telephone U 

and recordsisearchesv anid employee worJctiirie the consul taht* 
needs in order to aGbomplish the intended result, ' Gost out. 
-each itei9^ and negotiate with the consultant ii th6 contribuSon, 
• seemi^ excessive. As we discuss later, ' it is wis'e to: inciuJi" ^ ; 
these itons , • along with the consxitant * s fee , in the * : ^ 

cbnsuitatibn contract; ^^s is yet another -^w^y, that the' 
mutuality bf the effort is : displayed, hC^ 



,WHAT WILL THE CO^iSULTANT COST . 

, ^ * ■ _ . _ _._ __■ ■_ _. • ■ __ - ■ . 

7 Find -out^what the cons^tant wants as scheduled pay for. 
:"dbe worjc * acccn^iished ; : and-:^ determine- if any per diem aaid * . 
travel costs need to be covered^ Discuss also the Icinds of 
visits the consultant might 'ma^ materials that should be 
read ih advance pr^>aratibii for the wrk. Also discuss^any 
gbst-visit' r^brt or suinmary... correspondence' you would like tb 
X€iceive. If the consultant wants more money for preparations 
and post-visit reactions.^_^^^discuss how much is wanted, for ..how 
much time aind for v^at tkhgibie result;* Preparations and 
reactions are often worth this money ±f iheg are Bppropr±a1;e 



t 
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par vfovLX pTobl&a. - In 
this a part of the o 
witoout extra feesi 




, cbhstiitants . will consider 
i-Tnn process so they will do 'it 



IS THE CONSUhTANT eLBAR AB0UT Y0UR AGREEMENTS . * • _ 

' '■ . . ■ 

After all of these previous discussions, send an • 
iSediate letter confirming in de-bail all of the arrange- 
^aents? be certain to mention the intended -results^ ^ . 
description of v^o ^es ^at, tiie timeline^ ahd_ assessment 
procedures, S"our . organization* people^ 
supplies and. space ^. emd tte^^^^^ fees and si:5)porti 

If you cannot - g^ all of the reading ot bther advance 

preparation materials that were agreed i^hf ^theh commit 
yburseif to a- mailing date in the letter. If the . 
consTd:tant agrees -with the content of the letter-,: then you 
are ready to draft a consultation contract i 



THE CONSULTATION CONTRACT . ^ 

Your organization may have .established ^licies and 
procedures v^ich deteCTine .the content arid fbnhat of your 
'cdrisul tat ion contracts If so, yo^ <^^tairily need to attend 
.to those details. In general, however, tiie contract. should 
ihcliiie five major items;' . - • 

. . •: • ; - ■■ - ^ ' ■ . ' ' 

Purpose . Vpescribe concisely in pla^ res^t 
that the c^5>3ultation process will accomplish. 

• '_ _ • ■ ' ' ± _ _i _ ■ . 

Consultant agrees to^ List arid-descxibe any products* • L 

; materials^ reports to be produced by the cpnsiiltant; arid 

•desQribe specif ic details about meetings with your, staff 

how many days will be spent on site, vdiat materials arid 

supplies' the. consultant will provide, etc. 



so 



15 



Client orgcihizatioh agrees to, List all contributions 
your bacganizatiOT intends to niake: clerical he3p, : 

telephone service, recti^Sf staff interviews 
. and ^ilaboration, field visiti, etc. . * 

^iaeline . A clear des«iptibh of the itiSe -s^ 
for the. consul taht and your brganizatibnal staff can 
be displayed oh a Gahtt charts , Sie SEffe Sd CPM 
. .processes also of fea: methods f or jdisplaying tSelines — 
^^^^^1Y®_^^^^ them to be more complex than, most ' 
consultation contracts require* 

Btidget, On Uie budget sheets, di^iay all cqst^^f the 
cohsultatibh prbGess-^iDbth the cbhsultant's fees and . . 
.support^ as well as your brgani^atioh's cbhtfibutibhSi 

pages 17 andNiS display' how "these : 
items can be organized*' ' / 
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Consultant Contract ^ 



Puzpdse : : 
•Coxiiultant agrees to: - 
0^anl2atiOQ a$rees to: 



yiozft plan os .^iaeXinc: 



1^ 



^asJcs: 



A M J J A S ,0 H D J F 
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Figure ±: Sample ConsuLtant Contract 
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Cozx»2ltant'3 



Organizational . 
— Costs . 



Total 



Pearsonnal Costs 

* yfeaiaries • 

J P«r^ann«l B«se£its 
I consultant Claias 



Trav«l & T^nspcrtation 

- Sta^ Ttavfi ^ 

Consultants Travel 

Postage & Shipping 

Rentf ConBoSo ('Utilities. 

• Facility ibKttal, CtilitiM 
EquiSMat Rental 
Telepbooe fi Tele^apg 

^^inting & D^Xicatiao 
Printing ' : " , 

popli^^^ . ' 

r-* ». . • 
' 0th^ Services 

Dyita Processing \ 
Subcontracts: 
' Qanf erexice_ Expenses • ■ • ^ 

•Supplies. fi Materials - 
.'Office Sullies ^ . ' . 

PrJntart Materials 
Other Soppiiea 



IQOO 
1Z5 



45 

107 

■5b 

',300 
- \. 

'75 / 
30 



1000, 



^285 
45 

107 

150 
300 1 



300 
75 

30 



Total Costs. 



735 



2232 



296r 



: signatures X 



Contactor 



'^mcative Officer of 
' Your Organizatidn 



Date 



Page 2 of 2 
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.Figure 1:' Sample Consultant Contract/ (Continued; 



' Between the time of sipiihg* the contract and tfie • \ 
cbhs^l'tant's actual arrival, Xt is wise to contact the *w 
consultant to describe practical ^cOltahgCTen (lodging^ 
meeting' place, fi^t'day's agenSa «2Sd schedules /..;^d local 
transportation arrangements) i / -Be score to' listen to any 
^^stiojns or 'requ^es& the S^nSultant makes and try. to' * " 
address /th€Jii~OT i^they seem a^ littd.e' pdd. During this 
■hjTifo th^* f^nti.^'ir^^-ni', ii* .piecihgv. to^etie^ a second-hand 
pictiire*df your drganiz^tibri^jd- tryih§t to prepare a-^'smooth 
entry into, tfie wbf^i ' Being himan, slie or -he needs blarity 
' md ic ummi tted s'u^prt^ fe^- you iS. order- to f eel weii \ - - ''- 
pr6pared•>.Bei:^ )cfflaDhfcd' a^ eaohr-ptSer Will - 
signilf icantay- li process^ — it will 
peLrticularly*heli>. .1^ to .get off tb a good start* 



F^dW TO FEEP^TBEl^dNSyLTATJON RpGESS. C^f ARpET 

WhCT the consultant ' 
\^ . people ^o are sigiiificaiitdy involyed-yin jiie consultSLtion 
' i^tti malce tiittp io glarify vath e^h^.pther^ the. rest^ they _ ^ 
&oi>e' to .achij&ve '^ixi. determijrie how tk^ will^ifeiS ti>gethir'. 

■ . - - . . ■ > " : ■' " ' 

y ' ' the *consTiLtap,^ capture; 

Qie ''an j.' ideas r ■ ■ write; i^e^ Sown, .*tajpe^ecord ilxem. or 

;\ periodically ^fe )iit i niif{r ize yo'u^ questions 
. '^^hicli encourage thi consilltarit to open-up. lSer or hi? "ideas r 

fat example, "C^ .^ou thSiifc of arty other ways/we might do 

that?" ' . V * ; ' ^ 

: '"^iemjDer- that-ybu^ "tbo> will benefit from openness ; 
■•dbh*t. dismiss, any idea tbb hastily^ and steady yburself ■ 
^gainst defensi^ feeiii^Si fts' prbblems are first- ^ 
recognized and.desci;ibed objectively, it is easy to feel / 
' dejected or spme^^at insttlted. Hang in there and give the 
process ' a .chance to- taring the ihtendCd results • • ^' 



_ Ph the other hahd^ keep iii mind that a cons'oltant'is 
stapposed to.fieip ybu--nbt use yon.i ^Feei free-to say at 
point during ^e consultation process, "f db^' t understand? 
escpiEtin that to me more carefully; go, over that again." If 
the consultant ' s ideas or methods don ' t eeen aimed tOTOT d the 
■ agreed, upon resti2?ts, be^willing to say;, point blank, "That 
approach isn't ^helping' us,," or "You're talking ajDout your 
prbbltanr not birrs if ybu feel that is what is happening. 

' - ftt^ milestone pointSj; or somSSi^e midway in Se 
cbnstaltatibn process^ .x6l)aew ^ progress and findings; it : 
the cbnst^tatipii' is long- term, collect an^interim report^^^^ 
Use tiiis iiifcfmatibh to determine answers to. the* follo^diig 
questions: :^ 

— . • _. , . ■ ■'- ' 

, • Does it ^tilL s^eacr feasible ^O- ^etl'Bhe results 
yog i ntended^ Ss the work progresses, new ? 
perspectives atid additiojial information may le 
•you to modi^ the goals of the consultation « 
process. If so, take time to clarify thbrbughly 
-the hew results ybu intend to achieve^ and , 
.clearly desbf ibe these intehtibhs tb^ all vSb will 
: be affected by them. ^ . " : 



Do the eaiierg iag results seem to mesh - 
the traditions and capacities of ^the ^srganisatAi^ 
If the hew learnings imply a drastic d^arture 
fbr ybur brgamzation^ determhe^^hbw will, 
bridge frcm bid eacpectatibns to new bhes and' fibw 
ybu will ease the cbnf usibn that accompmies 
changes ; to, maintain a balance between 

.diligent, responsive* change on one hand,*'aL3id 
'prudent concern .for continuous work flow ciiid 
^brgahized trahsitibh on- the other. ^Makihg 
effective changes aiid brgahizatibiial adaptatibh 
is impbrt^t fbr sufvivair— but it is complex wbrk. 
Enlist cbntijiuai assistance frbm ybur cbnsultant 
to pull it off i 
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addressed? It; will ai4>ear^ to some member^ of 
your brganizatibh £hat the results. Qf 'the _^ ^ Ji 
confutation process win significantly 
their jdabsi Work pTOceduiTes may cSitofe^^ new 



rQle-relationships may he -i^ixed; jobs ^y^^^^ 
cut or people reLobated^ Bh cer^tEin.^at rumOT? 
and aiixiety^are a&dre^ed quickly •'. Get clear ," 
ihfbrinatioh but tb all v^b will be ^affebted^ 
' • ea^laining vSiy tte. cihang^^ are necessary and how 

the affected geople; will.ii^e suj^ through the' 

' . transiticmsi : ^' • : • ' _ 

-J - - ^ ■ ^ 

Outside your' work force/ tiie const^±uetfts bir* _ 
cbixstaners may alsa-be affected by qjianges, Rjey> 
too, heed early warning a^ clear inforjnation ^ • 
that helps thexa nbdify their eaj^Jectatibhs an&. ' 
; ad^t to new jirbbedures. ' : ! 

In general, the consultatibn probes^ will stay-'bh 
target if all parties keep She original purpose and gbals 

clearly in view; if they t:cmi^^ . 

responsibly r and if they plan carefully for smooth change. 



gHOW TQ EVALUATE THE CONSyLT-ATI ON OUTCOME 

As thi cbnstiltaht prepares to^ leave, convene ja^grou;^ 

of people who have been ajffected by the^^c^ 

Review .and discuss; the cbhs^v^ work, recommendations. 

apd Ifiou^ts-. Pay particular attentibh' to any .thoug^ts^. 
^ \rtiich ^ange br cbiif irm. your def initibn of the j>rdbleni:^ 
. its -solution, and plan ^at you might do about them, 

Next^ have liembers of your organization, the ; 

cbn3ultant and members ipf your constituency or advisory _ 
I bbxihcil write simple anji clear evaluations, of tiie 
cbnsultatibh process J" In general?, their' statements ^should 
describe: :• *_• • 



What worke^d wel£? ~ [ ^ ~ 

i^at created difficulties? . \ 

l^at' wbulff you do differently next:* timia? 
.What would you be certain to repeat next time? 

Pile these stat^ehts along with the consultant's cbnteact so 
that future'*^ consultation can.' be planned accordingly i 

_ F&ally, discuss ratii/ the cdrisixltant any "spin-offs" that 
seem ^propriate; identify findings and resiilts that were hot 
expected, but aj^ear to be useful to the brgahizatioh' s cxveretli 
functions. Plan hw_ these spin-offs oah be easily . incorporated 
r into your work procedures. 

iSiptER THE CONSULTANT . 

. ^ ^ Even aftex^..^^^^ departed, aiKt you've - 

iWri^teh a- letter^ of thaiiks and enclosed the fee payments , the 
consul tatibh process still. is not complete^ You will continue 
to make changes, review ideas and formulate new perspectives 
that grew out of yoxir work together. Be -willing to telephone 
the consultant to gain further clarif icatidn of aiiy pbints 
whic±i seemed clear at the time, but ^s you implenent thon^ 
.seem confusing. 

\ -.^y A few months later ^ write a letter to tiie consultant .. 
de|^ribing the long^ tie consultation process, 

identify how the results are influencing your, organization aiid 
•how the ideas and sblutions are working out.. This long range 
feedback helps both of you; it assists you. to put the 
consultation grbcess^ in its larger perspective, and it helps 
the cbhsultarit khbw hbw best tb respbiKi in his or her worki 
It is a final note that e^cpresses the mutual gain you bo"S 
received from your having woSc^ together i 



SUMMIMG IT Up 



V CdriSUltatidn is md§t^ likely to succeed if it has been - 
effectively managed. We^ have discussed:; 

?ihy and when external help can benefit 
- yora^ orgahizatibn . 

• How to find and select -consultcmts^^^se skiils- 
match your needs ; • , 

• How to draft a contract that is realistic 

• (ways to keep the consultation process on. 
^target and to evaluate its success 

• How to make use of the constiltatipn results 
after the ; cbhsttitant ligaves ^ 

All of these steps converge into one Interactive process; 
boSt you and the consultant must si^pbrt your mutaia^ 
interaction and both of you are accountable for the 
results. ' - 

. Oi^ahizatibhs Which have adopted this ^piroach have 5 
found that oftentimes consul tatibh is n^^^ bcfstly~]but its 
absence" may be; and the mosi: in^riiaht ihgredieht to its 
success is nnitnaal comEnitmeht. 



• ^j^li /itonaid Lj^pitt and Gordon Mppitt^ "ConsiiLting 
Process -in Action Training and Develogmtan^ Journal ^ 
May/ June 1975. • ... ■> ■ , : 

;■' ' ; 2. Susan K. Gilmbrey The Cbuhs€J.6r-ih-Traininq > 
Ehglwdoi Cliffs/ New i^er^ Preirtice-Haiiy inc. , 1973; 

3. : RcSert Ri Blake and Jane. Si Moutony Consultation y 
itea|t±ngv Massachusetts: Addison-Wesley Publishin 
Company^ 1976.. . 
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if the dutife Qf your j x)sitrdh cdli for cbmmuriiS i tinQ. with the public or others 



in the field of e^ 

bers indiide suj^Hhtendehts, ossistoht supenntenderits, cbrnmuriify/public 
^^icit^ns^^ ddssrobm teachers, college professors ond 



'ffs:- V * \ NSPRAPrdducts, Senrfces ond Activities 

I ^ ^ WOI«SHOPS. ^ 

the weeWy education newspoperthor provides Conducted, by NSPRA staff members dod ■ 

^. /i^^ coyerQ§e of Ij^slctfibn, educcrtiph troiried cgh^ltdnTs, the stdff dev^lbprnent in- 

: .. research and natlanaiand regianai deyel- servlce'workshops can make a crucial difference : 

pprrienti Ifs .y^^ pulse of the in your cofrimunicdtipri plbgrd Whether it's 

: tiotiCMiwide education scene. Pric^ communicating with parents, or improving 

02 issues). - building level cdrrimunicdtion, NSPRA v/drP:- 

shops Gdn help. Price su 

_ n^STARTSINTHEO^ tion. 

A rribhthly hewslefterjjublished ni^^ ' _ _ _ _ ^ 

Ing the school year thafs full of tips and tech- SPECjAtPOBUeATl^^^^ 

rilques that con Jrnprbve cbrnrnunk^ Edch y^r NSPfV^ produces timely^ spec^ 

S^!?t_diOTjJ. *'^fQnnghou% for Mtlpns ond Ojjdi<^ 

practicing educators; ''Price S18 per year (9 : interest to corrimunication spedqlfefs dnd ad- 

issues iT^iQisrrptbrs— ^1^^^ 

— ^ _ _ . budget and finance, and improving public cof^^ 

E>SU.UATIPN SERVICE. fidenceiheducaHon. WHtefprc^^^^ 

■ ^Js_sf^<^ql^bn^^ list. 

. vide indepth pnolysis pt a school dist^ _ _ : 

'Tiunjcptfon prpgrdm dnd specific jecbrnrnen^ l-QCAL CHAPTERS. ^ ^ ^ : 

dqtlons for improvement: FYice subjea to spe- NSPftA has 44 chapters vahich provide an appor- 

. ddl qubtoHbh. turiity for inforrhdtioh excho^^ 

• sional development. (Dues very.) . 

• OTHERACriVmES^ 

- rnduderepresentdtibndtrhojbreducdHo^^ 
. ■ferences, sponsor 
presented dnriudlly by the NSPRA preside 

on onnudl publicbtibris c^ ~ " 

■ • colleges. * 

- ■ ' .^^ ■ . • ■ . . .-t' • ^ i.j : ■ : : 

v'. .... : , - ... - 

"fo .order dddiflphoLtL^^ or to obtdirt ihforirndtibn about other 

NSPRA products end services, contca: 

Notionql^^ooi ftibjlcRelcaions Association - 
laSi Nofth Moore Street ' "r 
AHin^bn/VirginiQ 22209 - 
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